INTRODUCTION

The organizational goal of the Central Board of Excise and
Customs (CBEC) is to optimize revenue collection by broadening the tax
base, rationalizing tax structure, simplifying procedure, improving
voluntary compliance and providing efficient and responsive tax
administration. In order to meet this goal, it should be a pre-requisite of
the Department to develop a skillful, productive, healthy and efficient
work force with highly effective supervisors, managers and leaders. This
can be achieved through efficient career planning, training, promotion
and placement in a time-bound manner. Hence, it is important to ensure
that a robust and conducive environment is provided to the personnel in
order to foster and develop their skills and to help them give their best in

public service.

Staff welfare is an indirect channel to improve employee’s quality of
work and life. It is also an indirect economic compensation granted to
employees. Only when an employee feels that he or she is being cared for
by the organization, will they work more efficiently, give due importance
to their jobs and want to give it their best. It also attracts new talent to
the organization, reduces attrition and helps in not only maintaining but
also improving the quality of services provided by the organization. The
people that work in the organization are an asset. Therefore they must be
treated with respect and care. There are many ways of showing and
providing support to the staff. Staff Welfare Measures and effective
Grievance Redressal Mechanism are two of the most important support

systems that can help in boosting morale of employees.

As a welfare measure Directorate of Housing & Welfare was set
up under CBEC in 2002 with headquarters at Delhi. It functions as a

liaison agency in all housing and welfare matters of CBEC and its field



formations. Its functions & duties are to monitor and co-ordinate with
the Central Board of Excise & Customs/ Ministry and field formations
regarding housing projects; to help and assist field formations in framing
various project proposals and implementation of approved projects; to
co-ordinate with field formations with regard to problems of
encroachment and abandoned properties; to devise procedures for
accounting and documentation systems; to keep field formations
informed about the various schemes and facilities available and to co-
ordinate with the Ministry on welfare measures related to officers and

staff under CBEC.

The Directorate General of Human Resource Development works towards
providing a conducive and humane setup for the effective functioning of

the officers/staff members of the Department.



Present institutional arrangement for motivating the staff in
the Indirect Tax administration in India

1. MONETARY REWARD

The Government of India has been implementing a highly attractive
Reward Scheme. In brief, this Reward Scheme provides for handsome
rewards to officers who provide specific information leading to seizure of
goods, currency, bullion or leads to detection of duty evasion including
wrong declaration of quantity, description, value etc. The maximum
amount of reward can be as high as 10% of the value of confiscated
goods and penalty realized / duty evaded. The maximum reward in
respect of gold is Rs.50,000/- per Kg., for silver it is Rs. 1,000/- per Kg.,
for Opium it is Rs. 220/- per Kg., for Heroin it is Rs. 20,000/- per Kg.,
for Cocaine it is Rs. 40,000/- per Kg. and for Hashish it is Rs. 400/- per
Kg. There is also a provision of sanction of advance reward in suitable
cases.

Similar rewards having restriction of maximum Rs 5000/- per
detection of duty evaded is also available to the staff posted in audit wing
of the field formations.

2. RECOGNITION (Formal and Informal)

The Government of India also motivates its employees through the
means of both formal and informal ways of recognition. This is done
through giving of appreciation letters/presidential awards/WCO
Certificate and also through favorable entries in the employee’s appraisal
reports. Such recognition are generally announced and conferred during
the Republic Day function as well as on Central Excise Day and World
Customs Organization which are celebrated on 24th Feb & 26t Jan
respectively every year.

IN-HOUSE MECHANISM FOR STAFF WEFARE

In the year 1985 for the purpose of staff and their families and for
acquisition of anti-smuggling equipment of a specialized nature a
separate Section was created under CBEC.As a welfare measure
Directorate of Housing & Welfare was set up under CBEC in 2002

with headquarters at Delhi. The funds for the said purpose were
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financed by transfer of 10% of sale proceeds of confiscated goods
and Customs/Excise duties, fine, penalty realized in offence cases
credited to the Govt. The distribution of credit of 10% among three
funds was as under. The distribution among three funds was as

under:-

» Welfare fund= 1%
» Performance Award Fund=4%

» Customs Special Equipment Fund= 5%

In the year 2008, the above mentioned Directorate was converted
into a full-fledged Directorate General of Human Resource
Development by merging the erstwhile Directorate of Organization
& Personnel Management and Directorate of Housing and Welfare

to take care of welfare measures for employees working in CBEC.
The funds have been allocated in the ratio 1:1 as follows:-

P Customs and Central Excise Welfare Fund=5%

» Customs & Central Excise Special Equipment Fund=5%
The said Division functions with the following set of objectives:-

(i)To identify and recommend welfare measures to the CBEC;

ii) To process proposals received from field formations for sanction of
funds by the governing body of the Welfare Fund;

iii) To coordinate with the Directorate of Logistics and Principal Chief
Controller of Account’s office for accounting of funds to be allocated
between the Welfare Fund and the Special Equipment Fund,;

iv) To manage superannuation of employees especially regarding their
psychological, emotional and financial aspects (by arranging training

through NACEN and/ or outside experts to psychologically prepare the



employees on the verge of superannuation for life after retirement from

service and proper management of retirement benefits);

v) To prepare and maintain an inventory of specialization areas and

skills of retiring officers, and advise them about exploring opportunities

in alignment with requirements of other Ministries and public sector

undertakings, connected to their respective fields of knowledge and

experience; and

vi) To disseminate information concerning welfare schemes/measures

being promoted/ implemented by the CBEC among officers and staff.

PURPOSE OF FUND

Presently following welfare schemes are being run under the aegis

of said funds:

»

»

Promotion of staff welfare, recreation and other outdoor activities
including a sense of adventure. The staff welfare activities shall
include setting up of recreation clubs, libraries and scholarships
for children of employees, opening of créches, providing vocational
training to wives of employees, arrangement of subsidized
transport facilities for the staff, providing more amenities in the
departmental canteen etc.

To provide for contingencies like death resulting from accident or
due to natural causes during service and while the officer is
actually in an operation involving anti smuggling, anti-evasion or
narcotic enforcement; injury suffered in the course of anti
smuggling, anti-evasion operations.

Providing different forms of medical assistance for emergencies and
serious distress to staff and members of the families not normally
governed under the medical reimbursement rules and provides

high risk insurance coverage to operational staff.



Construction/hiring/leasing of holiday homes in places of
tourist/pilgrimage interest and departmental guest house in
Metropolitan cities for the use of Departmental staff.

Advancement of supplemental loans to officers/staff of the
department for construction/hiring/leasing of residential
complexes which would be leased for the use of departmental staff
so long as they are in service.

Grant of performance incentive to the best managed
unit/circle/Division for inculcating a sense of competition and
better performance amongst staff.

Procurement of anti-smuggling equipment of specialized nature
within the shortest possible time.

Any other scheme or measure intended for the promotion of staff
welfare and improving performance of the officers.

Any other purpose for the welfare of community at large including
difficulties caused by natural calamities like floods, earth quake,

drought etc.

SUGGESTIONS

. Financial Assistance for medical Expenses: A sizeable amount to

be paid to the dependents for supporting the family of the
government employee. Introduce medical insurance and cost of the
insurance premium to be borne by the Government to meet the
ever increasing medical expenses of the employee and his
dependents.

. Ex gratia financial assistance to natural death in service: The

ex-gratia financial assistance in the case of natural death depends
on the total value of the terminal benefits and immovable assets of
the deceased official. At present, maximum amount eligible is 15
lakhs. This amount needs to be increased taking into account the

present pay scale.



. Cash Award Scheme/scholarship scheme: Cash award scheme

should be extended to the children of all officers in the general
category who meet the eligibility criterion, irrespective of their pay

scale.

. Setting up of Gym/Recreation/sports facilities: Facilities for

maintenance of fitness of employees are not available in most
Commissionerates. Provision of said facilities may be made
mandatory to boost the health of employees especially in
formations such as Airports/anti-smuggling/anti-evasion units

where the officers are required to work after office hours.

. Construction of Flats: Government to procure land from the State

Government and construct flats of different dimensions on a large
scale in metropolitan and other cities using its own resources so
that such flats are sold to employees at affordable rates helping

them to settle after their retirement.

. Educational Loan: Grant of educational loans to children of

government employees at affordable rates of interest to study

abroad in highly deserving cases of meritorious students.

7. KendriyaBhandar facilities to all field formations.

8. Canteen facility in all Commissionerate (some places officers are

9.
10.

11.

12.

using income tax canteen) wherever the staff strength is more than
50.
Rainwater harvesting system shall be installed in all places.

Set up vermicom posting Unit/Sewage treatment plant/bio
gas plant(canteen and guest house waste and garbage formed etc
will be utilized in a best possible way)

Good infrastructure (including furniture, office equipments
and stationeries etc). Internet facility to know latest rules and
regulations and make use in day today work, good printers to be
provided to have neatness in correspondence.

Sufficient staff depending on the work load to be provided.



13. Sufficient training to the officers depending upon their
posting.

14. The newly introduced annual health checkup is good
measure by the Govt. At present it is applicable only Group A
officers, which is required to submitted along with APAR. It is
suggested to include all officers and expense may be reimbursed

from Welfare fund.

GRIEVANCE REDRESSAL MECHANISM

All employees should have access to grievance redressal
mechanisms that give them opportunity to bring forth their concerns
without fear of punishment. The provision of these mechanisms by the
employer is particularly crucial as well contended staff is an asset to the

organization/ department.

Grievance redressal mechanisms facilitate communication
between employees and management regarding problems that arise, and
enable employees to address their complaints knowing that there is a
system of appeals leading to an impartial decision. It assists the
organization in ensuring that the staff is complying with specified

standards on the conduct of business.

It also provides feedback on organizations’ practices and work
related issues — particularly those directly affecting concerns and welfare
of employees. An effective grievance mechanism will allow employers to
have a stronger, more stable workforce and allow them to identify early

disruptive risks which save employers’ time and money.

Grievance resolution mechanism establishes credibility and
trust. With this in mind a suitable mechanism has to be chalked out first
to receive the complaint and register it. Next, effective screening and

assessing the complaint is required to be followed by formulation of a



response and implementing the same to solve the issue raised. Results
have to be evaluated and concerned parties communicated about the

matter.

GRM adopted should have established procedures, easy to
understand and ensure workers confidentiality. The employees should be
able to monitor the status of their complaints and an appeal system is

necessary.

KEY AREAS OF GRIEVANCES:

1. Timely promotions have not been taking place across all levels.
Proper career planning is highly necessary to avoid dis-satisfaction
of employees due to lack of promotional prospects.

2. Transfer policy is not transparent nor is it implemented strictly.
This results in lack of fairness.

3. Lack of proper infrastructure and lack of planning with reference
to the increasing needs of the organization.

4. The system of ad-hoc promotion should be done away with as it
creates uncertainty in the mind of people.

5. Lack of trust among officers at various levels which results in
hampering of team-spirit.

6. Delay in disposal of vigilance-related and disciplinary cases.

Employers should set up grievance mechanisms that allow
employees to take their problems, complaints and/or suggestions to
management through different channels, depending on the issues being
reported and how comfortable employees feel in reporting their
grievances. One of the main venue for employee-management
communication and feedback is the labour union. Cooperation and
communication between unions, employees and management facilitates
mutual trust and respect which in turn increases efficiency and

productivity.



The mechanism for Redressal of Grievances of Employees in
Central Govt. departments is regulated under instruction of DOP&T on
the Joint Consultative Machinery (JCM) comprising the Joint Council at

Zonal Level, the Departmental Councils and Regional/Office Councils.

2. In the Department of Revenue, the matters concerning
Departmental Council meetings are co-ordinated at Headquarters of
Department of Revenue. In the CBEC, the Office Council meetings are

required to be held at Zonal Level, under the Zonal Chief Commissioners.

THE FOLLOWING PROVISIONS ARE ENVISAGED FOR REDRESSAL
OF GRIEVANCES TO BE IMPLEMENTED IN ALL FORMATIONS:

(i) The Commissionerate under the zone must adhere to a time
limit of 30 days for giving replies to all representations of

individual employees on service matters.

(i) Such of the representations as are not replied to within the
stipulated period may be taken up for personal hearing by a
committee consisting of two Commissioner-level officers and
One ADC/AC-level or as may be specified by the CC/DG/HoD,
in meetings to be convened on a monthly basis. In such
meetings, the petitioners shall be allowed adequate opportunity

of representing their case in the personal hearing.

(iii) On the basis of personal hearings, the
decisions/recommendations indicating the time limit for
disposal may be issued under intimation to the petitioners. In
case the representation cannot be favorably considered, the
committee shall ensure that a speaking order elaborating the
reasons for the same is issued by the concerned authority. The
status of follow up action may be reviewed in the next monthly

meeting.

10



(iv) In issues requiring consultation with nodal departments such
as DOP&T, D/o Pensions and PW, D/o Expenditure etc., self
contained references may be made to the concerned section and
at Board Headquarters, highlighting the issues involved, the
extant Govt. instructions, past precedents, etc. The progress in
cases referred to nodal Departments may be monitored on a

fortnightly basis.

SUGGESTIONS

» A sizeable portion of officers in the Department belong to Group B.
A consultative mechanism can be created at the level of Division.
There can be such consultative mechanisms in Commissionerate
and Zonal level too. All recognised associations can be made a part
of such mechanism.

» Meetings should be convened at Division level every month, at
Commissionerate level once in three months and at the Zonal in
every six months.

» There may be some persons who could be reluctant to go through
associations. For such persons an hour on any particular day in a
fortnight or so could be earmarked as grievance hour, at the
Commissionerate level and Division level. Any individual could
approach the Jurisdictional Commissioner or Chief Commissioner
with his problem. This grievance should be solved within a
specified period as far as possible. If it cannot be solved, then the
reasons should be conveyed to the person in writing. In the
consultative machinery, representatives from Pay and Accounts
Office must also be present as many matters are stuck up there.
There may be certain grievances like lack of promotional avenues
or those having mutli-departmental ramifications. To solve such

problems, a committee consisting of CBEC Chairman, Member
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(P&V), Minister of State for Revenue and Personnel headed by the
FM may be constituted.

Power to be delegated to officers at all levels.

Instructions regarding implementation of Apex Court judgments
and extending the benefit of the judgment to similarly placed
employees are not being issued in time and even in cases despite
references being made by the employees. Employees are forced to
approach the CAT/Courts to seek justice and made to incur heavy
expenditure on lawyer’s charges. Many judgments have been
issued on MACP scheme /stepping up of pay of seniors by the
Apex Court but no instructions have been issued by the CBEC

regarding its implementation.
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International Perspective
Motivation
Motivation- Meaning
Ifwearetoanswerthequestionof
howtomotivatepublicemployees,wefirstneedtounderstandwhatmotivation

means.Thischapterclarifiesthenotionof
motivationaswellasilluminatesdifferent facetsoftheconcept.

ThewordmotivationiscoinedfromtheLatinword motus,a form
oftheverb movere,whichmeansto
move,influence,affect,andexcite. Bymotivationwethenmean the degree to
which a person is moved or aroused to act
(Dictionariessimplydescribemotivationas“thegoadtoaction”),
whereasscholarsexpandthe termtotheset of

psychologicalprocessesthatcausethe
arousal,direction,andpersistenceofindividual’sbehaviortowardatta
iningagoal
Thelatterdefinitionunderlinesthreepillarsofmotivation.Thefirst—
arousal- hastodowiththedriveorenergythatignitesbehavior). Thesecond-
direction-hastodowiththetypeofbehaviorthatisexertedandwhetherit
isinlinewithdemandororganizationgoal).Thethirdpillar-persistence—
dealswiththelastingnessofbehavior,though,thisfactoris ofless
importance,becausepersistencecanbesimplydefinedasthereaffirmationoft
heinitial arousalanddirectionprocesses.
Furthermore,thedefinitionassertsthatmotivationisanindividualphen
omenon. Eachindividualis uniqueand
hasdifferentneeds,expectations,values,history,attitudes and
goals.Hence,amanagercannotassumethatwhatmotivateshim /herwillalso
motivatethe employee.Andwhatmotivatesoneemployeemaynot
necessarilymotivate another.
Anotheraspectofmotivationisthatitpertainstodetermination,intentio
n,and self choice. That is, motivation is under the employee’s control
and he/she actively
chooseswhethertoputeffortandtakeaction.Thereisbothgood
andbadnewshere:thegoodnewsisthatanemployee’slevelofmotivationcanbe
influenced;thebadnewsisthatonlytheemployeehimself/herselfcandothat.I
nother words,managerscannotmotivateemployees;they can
onlyinfluenceemployeesin a manner thatmakesthemfeel motivated .
Motivation,then,isfundamentallyan insidejob.It originatesfrom
withinthe individualandcauseshim/herto be internallystimulated.This
type ofmotivationis calledintrinsicmotivation.It is throughthis kind of
naturalmotivationaltendencythathumansdevelopcognitive,social,andphys
ical abilities.
There arethreeformsofintrinsicmotivation.
Inthefirst,peopleengageinanactivityforitsownsake,sincetheyfind theactivity
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itself asa sourceof joyandsatisfaction.Examplescanbe
hobbiesthatonechoosesto pursue,or
intheworkcontextfulfillinganinterestingtask.Thesecondformisactivities
whicharetediousandunexciting,buttheiraccomplishmentisasourceofpleasu
re.For instance,meetinga
deadlineatworkbringsasenseofachievement,albeittheprocessis
sometimesarduous.Inthethirdformofintrinsicmotivationit isa matterof
compliance with standards for their own sake that propels people to act.
These maybeethical standardsonefeelsa needto respect,commitmentto
groupmembers,orthe desiretoact accordingtovaluesofmaterialor
proceduralfairness.Thethreeformsofintrinsic
motivationareillustratedinfigurel.

Despiteits significance,manyatimepeopleactnot
becausetheyareintrinsically
motivated,butratherbecauseexternalfactorspromptthemtotakeaction.

This type of motivation is called extrinsic motivation and it
concerns
wheneveranactivityisdoneinordertoattainanoutcomethatisseparablefromt
he activityitself.In a careercontext,extrinsicmotivationmeansthe desireto
satisfy needsorgoalsthatarenot relatedto
theworkitself.Forexample,workas ameretoolfor earningmoney.

Intrinsic Motivation

e e

Job satisfaction Compliance The
(the experience with standards achievement of
per se) for their own personal goals
sake
e.g.
_,.»” .H“'x.
,.r, H.H\""
ethical standards fairness team spirit
procedural fairness material fairness

Figurel:Formsof intrinsicmotivation

Beitintrinsicorextrinsic,motivationisnotanendinitself,butratherame
ansto anend.Theultimategoalofmotivationisaction,asinsinuatedby
thelastpartofthedefinition—
towardattainingagoal. Andintheworkplace,action
meansperformance.Thus,the objectiveof workmotivationresearchis “to
learnhowto motivate employees to perform the duties and
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responsibilities assigned by the organization”.

Itis possibleto concludethatworkmotivationis
abouttheinternalandexternalforcesthatinfluenceindividual’sdegreeofwilling
ness andchoicetoengageinacertainspecifiedbehaviorandaction.

Thepurposeofmotivationaltheories,then,istoanalyzeandpredictthereasons
that arouse anddirectpeopletochoose certain behaviors over others.
Standing on the shoulders of these theories, we aimto develop tactics
that can help increase motivationalbehavioramongpublicemployees.
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Importance of Motivation

Havingansweredthe questionof
whatmotivationis,thenextquestioniswhyit is
importantformanagement,andmoreoverwhyit shouldbe of

specialinteresttomanagers
inthepublicsector.Tothatend,thischapterfocusesonthreeparts:First,itrefle
ctson theeffectsof motivationonemployeeperformance;second,it
establishesmotivationas a
managerialduty;andthird,itexplicatestheimportanceof
employeemotivationinthe publicsphere.

Productivity istheraisond’etreofmanagement.
Thatismanagersacross-the-boardstriveto = achieveorganizationalgoalsby
increasing efficiencyandeffectiveness.Althoughmanyfactorscontributeto
productivity,job performanceis viewedto bethemostinfluentialone. The
roleofmotivationin performancecan
b e summarizedinthefollowingformula:

Performance=AbilityxUnderstandingofthetaskxMotivationxEnviro
nment

Accordingly,in orderto performwellemployeesneedfirstto
havetheknowledge
andskillsthatarerequiredforthejob.Then,theymustunderstandwhattheyar
erequired
todoandhavethemotivationtoexpandefforttodoso.Andlast,employeesneedt
o work in an environment that allows them to carry out the task, e.g.
Byallocatingsufficientresources.Themultiplicationsigninthe equation
emphasizestheimportanceofmotivation—if motivationis
equaltozero,eventhemost talented employeewillnotdeliver.
Similarly, an energized and highly motivated employee canreach good
performance  despite  having  some knowledge  gaps
Agoodexampleforthelattersituationisanewworkeror trainee, who joins the
organization fully motivated to work, yet lacks skills and
experience.Themotivationtolearnanddevelopwillquicklyoutweightheweak
nesses.

Theeffectsofmotivationdonotstopwithperformance.In thegroupof
motivated employeestherearefewerworkaccidents,fewerrates of
ethicalproblems,lessemployee turnoverandlowerlevels of absenteeism.
Motivated employees feel less stress, enjoy their work, and as a result
have better
physicalandmentalhealth.Furthermore,motivatedemployeesare more
committed to their organizations and show less insubordination
and grievance. Theyarealsomorecreative,innovative,andresponsive
tocustomers,thusindirectlycontributingtothelong-termsuccessof
theorganization.
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Inshort,motivatedemployeesarethegreatestassetofany organization.

Managersinteractdailywithfront-lineemployees,especiallyinthecase

of junior andmid-
levelmanagement.Duringtheseinteractionssupervisorsunavoidablyinfluen
ce staffmotivationwitheithergoodorbadresultsfortheorganization

. Forexample,if = youareamanagerwhodoesnotofferfeedbackandshowsno
interestintheemployeeasahumanbeing,itisnaturalforyoursubordinatetoin
terpret this as a sign that you do not care about him/her.And
whencontinuouslyneglected,employeesarelikelytoswitch-
offandresigninwardly,i.e. theirmotivationto worksubstantiallydecreases.

Therefore, actively engaging in employee motivation should be one

of the primarytasksofa manager.Surveysshowmostmanagers
supportthisassertionandbelieve theyaredoinga
goodjobinmotivatingtheirstaff. Yet,reality provesthe

oppositeistrue:managersdo notclearlyunderstandthesubjectofmotivation
and
moreoftenthannotmotivationaltechniquesarepoorlypracticed.Wha

tismore,although manyemployees arehighlymotivated
whenjoininganorganization,themajorityofresignationscanbeattributedto

disappointment withthe immediatesupervisor. Veryfew
employeesleavean organizationjustbecauseof

dissatisfactionwithcompensationand promotionopportunities.

Therearemanyreasonswhysofewmanagersappearableto

reallymotivatetheir people.Oneexplanationcan bethelack
ofpropereducation. Anothermaybe the complexityof
motivationaltheoriesonthe one hand,andtheabsenceof  practical
recommendationsonthe other.A moreinterestinganswermaybe
groundedin the“Paradoxof

Choice”.Thisconceptstipulatesthatironicallytoomany
choicesleadpeopletoeitherchoosenoneoftheoptionsorchoosebadly.Andint
hecontextofmotivation, aplethoraof
theoriesresultsinpoorimplementation.

Regardless of excuses, managers have to internalize that
employee
performance,productivity,andretentionarealldependingnotablyonth
eirability tomotivate.This holdstruebothforthe private and the public
sector. Yet, it takes more importance in the public sphere, as the
performanceof
governmentsandtheiradministrationsaffectoursocietymuchmorethan
anyotherprivatesectororganization.

Furthermore,theneedtoget“moreforless”’andoperateatthehighestlev
elsof productivityandeffectivenesshas longbeena
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majorissuewithinpublicsector organizations.However,the financialcrisis

of 2008presents
governmentsanunprecedentedchallenge. Withfewerresourcesandhigherle
velsofdemand, publicemployeesare

calledtoarms.Thus,publicorganizationleadersmustkeep
employeestotallymotivatedandcommitted,iftheyaretoachievetheirambitio
ustask.

MotivationTheories/Concepts

Researchisrichintheoriespertaining
tomotivation.Sinceitisimpossibletocoverallofthem,thischapterreviewsonlyt
he  mostprominenttheoriesofmotivation-thosewhichappearrepeatedlyin
organizational behaviorbooks.The theoriesare
classifiedintotwogroups:needtheoriesand cognitive
theories.Needtheories,alsoknownas
contenttheories,areconcernedwithanalyzingthe
needsandmotivesthataffecthuman’smotivation.Cognitivetheories,whichar

ealso calledprocesstheories,concentrateon the
psychologicalandbehavioralprocessesbehind
motivation.Twoadditionalandexceptionaltheoriesare presented:

oneisatechniquetheoryandtheotherdealssolelywithpublicemployees’motiv
ation.

Whilereviewingthe differenttheories,a specialfocusis
giventomotivational
factorsthataredirectlymentionedoralludedtobythetheories.Thesecondpart
ofthis chapteris dedicatedtosummarizeandanalyzethegleanedfactors.

NeedTheories

Earlytheoriesofmotivation,mainlyconceptualizedduringthe

1950s,explain motivationintermsofthesatisfactionof
basichumanneeds.Thatistosay,a coresetof
needsprovidesthemotiveforceforpeople’sactions.Althoughheavilyattacked
and questionedduringthe years,need- theoriesare probably“the best-
knownexplanationforemployeemotivation”.We
willdescribefivesuchtheories,whichalso oftenreceive the title“personas
machine”theories,sincetheirpremiseis thatmotivationis largelyan
automatic,mechanical,andunconsciousresponsetointernalhumanneeds.

AbrahamMaslow’s(1943) hierarchyofneedstheorizestheexistenceof
fivesets ofinnatedrives /needs,whicharearrangedina
hierarchyofprepotency,i.e.ahighorder needwill
becomedominantonlyafterlowerlevelneedsare satisfied.Maslow’s
fivelevelneeds,inascendingorder,arephysiological(e.g.hunger,thirst,sex),sa
fety(the
desirenottofeelendangeredandwishfora physicallyandemotionallysecure
environment), love (the “hunger for affectionate relations with people”
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and belongingness),esteem(the longingforself-
respect,strength,achievement,reputation,
recognitionbyothersandappreciation),andtheneedforself-
actualization,whichisthe
aspiration“tobecomeeverythingthatoneiscapableofbecoming’.

Maslow’smodelishighlyseductive,thankstoitssheersimplicityandabil
ityto provideaneasyunderstandingof acomplexmatter.Yet,thetheory was
never validated, despite a continuous effort in a plethora of experiments
and researchesheldduringthepast60years.

Addressing the deficiencies of Maslow’s work, Clayton
Alderfer(1969) formalizeda spinoffof the hierarchyof needs.His
approach,knownas ERGtheory, clusters Maslow’s five needs into three
groups: Existence (which corresponds to
Maslow’sphysiologicalandsafetyneeds), Relatedness(similarto the
loveneed),and Growth (parallel to the esteem and self-actualization
needs) . Unlike Maslow, Alderferthought that an individual could
focus on all three groups
simultaneouslywithoutanyspecificorder.DespiteAlderfer’schanges,ERGth
eoryhas not receivedmuchmoreempiricalsupportthanMaslow’swork.

MaslowandAlderferhavebeenharshlycriticized,but
theirtheoriesremain
valuableinsofarastheysuggestspecificwaystomotivateemployees.Forexamp
le,VanWart(2008)infersfromMaslowthatmanagersshould
userecognitionandrewardingto enhancelower-
endneeds,andinspiringtechniques,
suchastheencouragementofrelatedness/commitmentfeelings,tomeethig
her-end needs.FollowingVanWart’sdefinitions,hereinafter,by
recognitionwemean intangibleincentivessuchasshowing
appreciation(e.g.agoodword)andproviding
praise(e.g.atrophy).Andbyrewardingwe  refertotangibleincentivessuchas
promotions, perks,provisionofadditionalresponsibility,andsoforth.

In1960,the
MaslovianneedshierarchywasexpandedbyDouglasMcGregorinto the
interfaceof managementandmotivation.In hiswork,labeled TheoryX
andTheoryY,McGregorarguesthattwoapproachesdominatemanagers’
attitudetowardtheiremployees.Theyeitherbelievethatemployeesinherently

dislike workandthusshouldbecoercedintoperformingit(TheoryX), or
theyassumethat
employeesgraspworkasanaturalpartoflifeandthuscanenjoyitandevenseekf
or responsibility(TheoryY).CriticssuchasWatson(1986) donot
believethatMcGregor’sworkholdswaterandconsiderit to be
“grandioseclaims

andvastgeneralisations”. ThoughWatsondoesthinkthatmanagerscanfindin
thistheorya usefulserviceiftheybegintothinkhowtomotivateemployees.
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LoyaltohisTheoryYconcept,McGregorrecommendedthatmanagerspr
omote employeeparticipationin decision-
making,provisionresponsibility,create
challengingjobs,andmaintaingoodinterpersonalrelationshipsin
thegroup.TheoryYalso impliesthat “recognitionandself-
fulfillmentareasimportantas  money’. MeaningfulworkandWork-Life-
BalanceareanotheroutcomeofTheoryY.

Like
McGregor,FrederickHerzbergfollowedthe“humanisticpathlaiddownby
Maslow’.He developedthe two-factortheory,whichsuggeststhat

thereareonlytwobasicsetsofneeds,notfive.Moreover,
Herzberg(1968)differentiatedbetweenthetwoneeds /factorsandassertedtha
tonesetpromotes“jobsatisfaction(andmotivation)’,thus

named motivatorfactors,whereasthe other only prevents job
dissatisfaction, thus named  hygiene factors . Herzberg
thoughtthathygieneneeds(paralleltoMaslow’sphysiologicalandsafetyneeds
)stem
from“mankind’sanimalnature...toavoidpainfromtheenvironment”’ hencein
the workplace we look for job security, good working environment,
fairness of
companypolicyandadministration,andinterpersonalrelationships.

Yet,accordingto Herzbergmeetinghygienefactorswouldonlyeliminate
dissatisfaction,butwouldnotresultinactualmotivation.Thiscanbeachievedo
nlyby fulfillingmotivatorfactors,suchas recognition,achievement,the
workitself(i.e.
meaningful,interesting,andimportantwork),responsibility,and
growthor advancement(ibid.).

Detractorsof thetwo-factortheoryquestionthe reliabilityof
Herzberg’s
methodology.Butregardlessofthisadmissiblecriticism,Herzberg’sworkhad
major effectovergenerationsofmanagersandmajorlyinfluenced the
developmentof the morevalidtheoryof job redesign/enrichment.
Althoughthelatter,whichwas
conceptualizedbyHackmanandOldham,donot haveits
originsinmotivation-hygienetheory.

Amongthe groupof
needtheoriesthemostsupportedoneisDavidMcClelland’s
theoryofneeds.McClellandspecifiedthreeneeds:theneedforachievement(n
Ach),whichisthedrive
foraccomplishments;theneedforpower(nPow),whichisthedesiretoinfluence
;and
theneedforaffiliation(nAff),whichisthewishforfriendships(ibid.).Ofthethree
needs,McClellandfocusedonnAch.Hesaidthathighachieversarestronglymo
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tivated by
interpersonalrelationships, responsibility feedback,andgoalsetting.
Unfortunately,McClellandalsosaid
thatthethreeneedsaresubconsciousandcanonlyberevealedbytheuseofexpe
nsive,
timeconsumingpsychologicalevaluations,thusmakingthetheoryimpractica
lfordaily use.

The approachestomotivationhithertodiscussedsharethe
notionthatinnateneeds drivehumanbehavior.Figure2
summarizesthesimilaritiesbetweenthefivetheories.However, today
thereislittleenthusiasm forapproaches thatattributehumanbeingssolelya
mechanicalbehaviorexcludingtheprocessaspectof motivation.Thatis,
acknowledgingthecapacityof individualsto gatherandanalyze
informationandmakerationaldecisions.Motivationtheoriesthattakethispro
cessinto accountare called cognitivetheories,or“personas
scientist”theories,becausethey
emphasizenotonlyhumans’needs,butalsothewaypeoplechoosetosatisfythe
m.Andthewayisnolessimportantthantheneeditself.

Maslow Alderfer McGregor Herzberg McClelland

self-actualization Achievement
Growth Theory Y Motivators

Esteem Fower

Belongingness Relatedness Affiliation

safety Hygiene

Existence Theory X
physiclogical

Figure2:Similaritiesbetweenneed-theories

Cognitivetheories

VIETheory

Insteadoffocusingmerelyonindividualneeds, VIE(Valence,Instrume
ntality, Expectancy)theorylooksattheroleof motivationinthe
overallworkenvironment.The
theory,whichwasconceivedbyVictorVroom,arguesthat
peoplearemotivatedto work
whentheybelievethattheireffortsintheworkplacewillresultina
desiredoutcome. Vroomassumedthisbeliefisthreefold:

1. Expectancy:- One’sexpectationthatexertingagivenamount
ofeffortwilllead togoodperformance;
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2. Instrumentality: Individual’s confidence that good
Performancewill berewarded; and

3. Valence: T hebeliefthattheofferedreward /outcome
willsatisfyadesirable needorwishoftheindividual.

The motivational effect will then depend on the combination of

these three
beliefs,i.e.thelevelofconfidenceonehasinthefulfillmentofallthreestages(see
Figure 3). Managers strengthenthe

linkagebetweenemployees’expectationsand actualresult.In congruence
withthethreestagesofVIEtheory,theyfirstcallemployerstoenhancethepossi
bility
thatemployees’effortswillleadtogoodperformance.Thiscanbeachievedbytak
ing
careofstaffgrowthandadvancement,ormorespecificallybytraining.Secon
d,
theyrecommendmanagerstoadministerarewardingandrecognitionsystem
which
isdirectlylinkedtoperformance.Andthird,thissystemshouldbeflexibletoens
urethatitis“positivelyvalenttoemployees”.

Individual motivation Individual Recognition and Individual
to exert effort Performance rewarding system needs/goals

Figure3:ThethreedriversofmotivationaccordingtoVIEtheory

In thepublicsector
employeestendtoperceivelowlevelofinstrumentality,i.e.weakrelationshipbe
tween rewardsandperformance.Forthatreason,publicmanagers
aretoemphasizethe
missionvalenceandthetaskimportancethatareassociatedwiththeworkinp
ublic sector.

ThemaindeficitofVroom’stheoryisthatitgivestheimpressionthatpeopl
eact
onarationalbasisafterassessingthesituationandthepotentialoutcomes.Onl
yinreal
lifeseldomdopeopleholdcomplicatedcalculationsasVIEtheorysuggests.
Moreoftenhumansmakedecisionswithlimitedrationalityandletemotions
playasignificantroleintheirdecisions.

EquityTheory

J.StacyAdam’sequitytheoryis basedon
theassumptionthatemployees’
motivationtoworkisinfluencedbytheirperceptionof
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thedegreeofequity/justiceinthe organization.According toAdam,
employeesconstantlythinkabouttheirinputstothejob(e.g.effort,experience
,education)andtheiroutcomes(e.g.salary,promotions,prizes).Then,theyma
keanoutput-to-inputratioandcompareitto
theperceivedratiooftheirfriendsandcoworkers.If
the“comparison”oftheratiosshowsidenticalresults,employeesaremotivated
andkeep
onwiththeirjobs.But,ifitshowsthatothersgainmoreorsometimesevenless,at
ension is createdandsubsequentactionstorelivethattensionwillbe
taken.Forexample,an employeewhosees his “equal-to-
him/her”’coworkerbeing promotedoverhim/herwill be demotivatedto put
effortonthe job,sincehe/sheneedsto readjusttheoutput-to-inputratio.

Furtherdevelopmentsof
Adam’stheoryrecognizethatemployeesseekequityand
fairnessnotonlywhenitcomestotheiroutcomesbutalsoon-the-
waytogetthere.That is, peoplearemotivatedwhendecision-
makingproceduresaredoneinafairmanner.Moreso,
whenmakingjudgmentsaboutfairness,
employeestakeintoaccountalso“thedignityandrespectdemonstratedintheco
urseof presentinganundesirableoutcome”

Unfairnessfeelingsshouldnot be
underestimated.Theyweremostfrequently
reportedasasourceofjobdissatisfactioninHerzberg’sresearch. Therefore,ma
nagersshoulddemonstrate fairnesswith all their employees as well as

nurture good interpersonal relationships.Thoughvalidationof
thetheoryhasbeengenerally affirmative,expertsstressthatthe relevanceof
thetheorymaychangefrom cultureto

culture.Forinstance,therearemorechancesthatthetheorywouldfit
anindividualistic societyratherthanacollectivistone.

GoalSetting
Goal-settingtheory,formalizedby

EdwinLockeandGaryLatham,ismostlikely
themostresearched,dominant,andvalidatedtheoryofemployeemotivation.T
hetheoryclaimsthatspecificanddifficultyetattainablegoals,along
withfeedback,motivateandleadtohighperformancemorethanvaguegoalssu
chas theexhortationto“doyourbest”.
However,highperformancewillbeachievedonlyiftheemployeeaccepte
dthe
goalashis/hertarget.Therefore,itisrecommendedthatemployeesparticipat
einthe processofgoal-
setting. Though,goalsassignedbysuperiorsmayalsoachievehighresultwhe
ngiventoemployeeswhoare“alreadyintrinsicallymotivatedandwhothus
findthe assignedgoalslessonerous”. Importantgoalscanalso
regulateindividuals’motivationandbehavior.

Mostoftendifficultgoalsindeedmotivateemployees,butsometimesthey
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may
alsobeseenoverwhelmingandintimidating,causingemployeestofeelunconfi
dentof
theirpossibilitytoaccomplishagoal.Hence,itisvitaltoincreaseemployees’beli
efin theircapacitytoperformataskortoreachaspecificgoal.Thisbeliefis self-
efficacy.Self-efficacyhas beenshownto playa
criticalroleintheenhancementofperformanceinthepublicsectorandinthered
uction ofabsenteeismamongpublicemployees
Asfigure4exhibits,goal-settingtheoryandself-
efficacydonotcompetewith
oneanotherbutrathercomplementeachother.Andthey
adequatetrainingcanensuregoalachieve

bothsuggestthat

Individual has
high level of
self-efficacy

Manager sets
difficult, specific
goal for job or task

Individual has
motivation and
high performance

Individual accepts
the goal

Figure4:Thejointeffectsofgoal-settingandself-efficacy

TechniqueTheory—JobDesign

Basedin parton need-
theories,researchershaveproposedthatjobsthatsatisfy higher-
orderneeds,suchasself-actualizationandpersonalgrowth-need,are
capableof motivatingemployees.Thisapproach,whichisknownas job
enrichment,includeselementsthataffordemployeesasenseof challengeor
accomplishment,thuscountering feelingsofroutineand tediouswork.

Hackman
andOldhamdevelopedajobcharacteristicmodelthatide
ntifieshowjobscanbeenrichedtohelppeoplefeelmoremotivated.Themodel,a
s seen in figure 5, suggests that five core job characteristics foster three
criticalpsychologicalstatesthat,inturn,leadtohighinternalworkmotivation.
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CRITICAL

CORE JOB
PSYCHOLOGICAL OUTCOMES
CHARACTERISTICS STATES
Skill variety N
Experienced
Task identity — meaningfulness of the
work
Task significance
Experi d
SR High internal
Autonomy ——— responsibility for outcomes L
work motivation
of the work

Knowledge of the actual
Feedback from job ——» results of the work
activities

S

Figure5:Thejobcharacteristicmodel(HackmanandOldham,)

Thefirstthreejobcharacteristicsareskillvariety- thedegreeto whicha
job requirestheuse of amultitudeof skills; taskidentity-
theextenttowhichataskrequires
thatoneindividualwillperformitfrombeginningtoend;andtasksignificance-
thelevelofimpactajobhasoverthelivesofpeopleinsideandoutsidetheorganiza
tion.Tasks
thatfulfillthesethreecriteriacontributesubstantiallytoemployees’perceptio
noftheir workasmeaningful,important,andvaluable.

Thefourthjobcharacteristic,autonomy,referstothedegreetowhichemp
loyees havefreedom,independence,anddiscretionto
plan,schedule,anddotheirwork.
AccordingtoHackmanandOldham,highlevelof autonomynurturesa self-
responsibility,sinceemployeesthenviewtheirworkoutcomesasdirectlylink

edto theirownefforts.Thelastjobcharacteristicis
feedback,whichhelpsemployees understandthe resultsof
theirwork.Therefore, highdegreeof directandclearfeedback

abouttheeffectivenessofonesworkcanhelpdirecteffortsintherightway.

Inthepast,researchhasbeenquiteskepticwhetherthejobcharacteristi
cmodel appliesin the publicsector.Yet, morerecentworksstrongly
advocateitspracticabilityasameanstoreduceturnoverandabsenteeismaswe
llasaway
toincreasejobsatisfaction,organizationalrelatedness,andproductivity.Job
designis,therefore,averylucrativetheoryforthepublicmanager.But,
ithasitsownlimitations—
itcanonlymotivateemployeeswhohavehighgrowthneeds,
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i.e.theywanttobegivenmoretasksandresponsibility,andatthesametimethey
have theknowledgeandskillstotacklenewassignments. Though, the lack
of competencies can be overcome by proper education andtraining.
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PublicServiceMotivation(PSM)Theory

The Public Service Motivation theory postulates that public
employees are unique and differ from their private sector counterparts
insofar as they are driven primarilyby
intrinsicmotivesratherthanextrinsicones,suchas
financialrewards.TheideaofPSMwas developedin responsetothe
riseoftheNewPublicManagementmovementsincethebeginningofthe1980s,
which callsfortheintroductionofmarket-
stylemechanismslikeperformance-relatedpayinto the publicsphere.NPM
proponentsbelievethatpublicemployeesaremotivatedbytheirownself-
interests,andthus theirbehavior should be controlled by extrinsic
incentives .

PSM,ontheotherhand,positsthatpublicservantsaredrivenbyhigher-
order
needsandhaveazealforservingthegeneralpublicgood.Therefore,LeGrandna
mestheformer“knaves”,whereasthelatterhecalls“knights”.PerryandHondeg
hem(2008) offereda
simpledefinition,whichclaimsthatPSMfocuseson“motivesandactioninthe
publicdomain thatareintended todogood forothers and shape thewell-
being of society”

PerryandWiserecognizethreecategoriesofPSM:

1. Rational-individual’sinvolvementinthepublicsectorisgroundedina
wishforutilitymaximization.For = instance,attractiontopublicpolicy
making.

2. Norm-Based-involvementisgeneratedbyeffortstoconformnorms,e.g.

thedesiretoservethepublicorself-commitmenttoreachsocialequity.

3. Affective —involvement is triggered by emotional responses to social
contexts.Thatcanbecompassionorself-sacrifice /altruism.

All threecategorieshavebeenprovento
havemotivationalinfluenceonpublic employees.In part,this can be
explainedbya self-

selectionprocessthathelpsendowpublicorganizationswitha
highPSMworkforce.The growingevidenceof the existenceof PSMhas

ledPaarlberg, Perry,andHondeghemto developstrategiesthat
reinforceindividuals’PSM behavior.Thesestrategies“incorporate
publicservicevaluesacrossall levelsofthe
organization’smanagementsystem”.That is, theworkof
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Paarlberg,Perry,andHondeghemactuallyascribePSM-orientedtoolsto
traditional motivational factors. For that reason, weprefer not to

assign PSM theory a new motivationalfactor,but
ratheruseexistingfactors,whichhelp to harnessinpracticethe
positiveeffectsofPSM.

Drawing,then,onPaarlberg,Perry,andHondeghem’sstrategies,PSMs
upports the useoftraining, feedback, importantwork, goal-
setting, participation,interpersonalrelationships,relatedness,andrewa
rdingas
motivationalfactors.Furthermore,alongsidePSM,recognitionhasbeensho
wntobe a strongmotivatorinthepublicsector.

TheFactors

Researchers have found that from all the above theories there are
some Dbasic factors which are motivational in nature. Someof
thefactorsareself-explanatory,whileothersrequire clarification:

1. Recognitionvs.Feedback-Itwasmentionedabovethatrecognitiondeals
withintangibleincentivessuchastheshowofappreciationintheformof
apatonthebackora goodword,ortheprovisionof praisesliketrophies,
thankyouletters,and  plaques.Recognitionalwayshasa  positive
connotationanditacknowledgesgoodbehaviororactions.Feedback,on
the otherhand,canalsoaddresspoorperformanceandhasa
moreformal andstructurednaturethanrecognition.

2. Growth,CareerDevelopment,andTraining- somemotivationtheories
suggestthattrainingcanserveasamotivator.Othersencourageoffering
careerperspectives.Therationalebehindtheserecommendationsmay
be different, butforemostitis rootedinhuman’sgrowth-need.

3. Relatedness/ Commitment—
thesetwounderpinbelongingnessfeelingsthat bringemployeesto
undertakeactionsforthesakeof thegroupor organization

regardlessofpersonalbenefit.

4. Participation vs. Responsibility/ Autonomy — participation
involvesconsultingwithpeopleonwork-
relatedmattersandallowinglowerlevel employeestoactivelytake
partin managers’decision-makingprocess.By
contrast,responsibility/ autonomyrefersto
freedomthatmanager’sdelegate to theirsubordinatesin the
processof carryingout theirtasks.Thatis,
managersdefinewhatneedstobe done(the“what”)andentrusttheir
workerswiththeabilitytocome-upwiththeirownimplementationplan
(the“how”).
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S. Achievement/ Challenge/ Goal-setting— a

numberoftheoriesassertthe importanceof
thesenseofsuccessorachievementas a behavioraldriver.
Othersemphasizethe necessityof challengeintheworkplaceandthe
benefitsof cleargoals.We
holduptheopinionthatthesethreeelementsare interrelatedina
causalrelationship— goal-settingservesas a meanfor

creatingachallengingjobthat,inturn,promotesfeelingsofachievement
upontaskaccomplishment.Hence,theyaregroupedtogether.

6. Working Environmentuvs. Interpersonal Relationshipsvs.Fairness —
Workingenvironmentinsometextbooksandarticlesisregardedas an
employee’sentiresurroundingin theworkplace.However,we believeit
is conduciveto dividethiscriterionintothree: working environment,

which refers to physical conditions in
theorganization,suchastheavailabilityof
cleanlavatories;interpersonal relationships,whichreferstothe

atmosphereintheorganization,e.g.
personalfriendships;andfairness,whichdealswith = processesinthe
organization,i.e. howpeopleare
beingtreatedandorganizationalrulesof conductareadministered.

Intrinsicfactorsoutnumberextrinsicones.Attheendofthedaymotivati
onisaninternalprocessthatdirects
behavior.Thus,themoreindividualsareintrinsicallyinterestedinthegoalsth

eypursue
themoretheyarelikelytoattainthesegoals.Moreover,these“intrinsicallymoti
vated” peoplewillbe happyevenif theydonotattainthegoals,

becausetheyalsotakepleasure fromtheprocessofstrivingtowardthem.

Albeitextrinsicmotivationmaynowseempaleandimpoverished,often
atime
thisisthetypeofmotivationthatmanagersmeetintheworkplace.Moreover,ex
trinsic  motivation shouldnotbeequatedwithpoorresults.For
whateverreasonemployeesare motivated,theycan
delivergoodperformance.
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Motivational tools in Government

Inthepreviouschapter,14motivationalfactorsweregleanedfrom9motivation
theories.Thoughthesefactorsmoveusonestepforwardtowardreal-lifepractice,they
aretoobroadandabstract.Therefore,theaimofthischapteristotranslateeachofthe
factorsintoconcreteandpracticaltacticsthatcanbeemployedbypublicmanagers.
Webelieve
thismethodassuresthatallselectedtacticsareimplementableinthepublicdomain.Tac
tics arealsogenericinfashiontoallowtheiradaptabilitytoa rangeof
publicorganization settingsandcivil-servicelaws.

Thechapterisstructured  inawaythateachfactorisattributed  withitsown
tactics.Tacticsare precededwithexplanationsandthenthey areexpressedin
onesimple sentence.Sometacticscanfostermorethanonefactor,yetfor the sake of
simplicitythey
arementionedonlyonce,andtheirmultipurposefeatureismentionedintheexplanatio
n part(byitalicandboldletters).Attimes,tacticsmayseemtothereadertobeobviousor
toosimplistic.Yet,itis = amazingtofindoutthateventheclearesttactics,arenotalways
practiced.Andyes,tacticsareintentionallysimplistic,becausemotivationinpracticeis
notsocomplicated;it isthecollectionoflittlestepsthatarein reachofeverypublic
manager.

Endingthe chapterisa shortexamplehowseveralof thetacticscanaddressa
specificpublicsectormotivationproblem.Thecase of
plateauedemployeesispresented
andamotivationalstrategytotackletheproblemisoffered.

Rewarding

Rewardingconcernstangibleincentivessuchas promotions,increasesinpay,
increaseddiscretion,superiorworkassignments,provisionofadditionalresponsibility
, andsoforth.Arewarddoesnotnecessarilyhavetobe a
pecuniaryone.Moneyisalwaysnice,butmoneyisnotalwaysavailable,andmayalso not
be an employee’sprimemotivator.Therefore, thefirsttaskof amanageris
tofindoutwhatmotivateshis /heremployeesandmakea matchbetween
employee’sdesiresandtheofferedreward.

Tacticl: Administerrewardsthatarepositivelyvalenttoemployees

Whileofferingrewards,aswellasrecognition,managersshouldmakesurethey
donotdemotivateunrewardedemployees.Therefore,itisimportanttokeepasenseof
fairnessin the processby basingrewardsandrecognitionsonclearguidelinesandby
linkingthemto employeeperformance.Onlythenwillthe rewardsandrecognitions
achievetheirfullmotivationalcapacityontheonehand,andpreventgrievanceonthe
other.Moreover,adirectbehavior-rewardrelationshipwillactivelymotivateemployees
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toexerteffortonthejob.
Tactic2: Rewardsshouldbecloselytiedtobehaviorandperformance

It is especially important to have a sound behavior-reward linkage when
the rewardsincludepromotionorfinancialbonuses.Thiscan be realizedby usinga
performanceappraisalsystem.However,suchasystemisoftenextremelybureaucratic
andincludesa greatamountofpaperworkaswellasin-depthandtimeconsuming
appraisaltalks.Letalonethefactthatthe  timeperiodof performanceappraisalsis
characterizedbyemployeeanxietyandtensionintheoffice.Hence,therecommendatio
n istoofferrewardsonlyonceayearandinproximitytoemployeeappraisals.

Tactic3: Rewardsshouldbeofferedinconjunctionwithannualappraisals

Rewards andrecognitions serveasameanstodirectbehavior, thusmanagers
shouldmakesureitistherightone.Thiscanbeachievedbydesigningtheawarding
criteriainlinewithgoalsandvaluesthatthe organizationwishestofoster,suchas
camaraderieoraltruism.

Tactic4: Rewards’criteriashouldreflectorganizationalgoals

ThesuccessofaPay-For-Performance(PFP)systeminthepublicsectorhaslong
beenquestionedanddebated.Ingeneral, PFPhasareputationtohavelittlepositive
impactonpublicemployeemotivationandperformance.
Furthermore,andworse,PFPis
likelytocrowdoutintrinsicmotivationandblurthemotivationaldistinctionbetween
publicandprivatesectoremployeesbyemphasizingmonetaryincentive.Therefore,mos
tpublicmangersopposeaPFPsystemandmakestatementslike
“financialbenefitscausemorefrustrationthanmotivation’and“monetarybonusesdo
notmotivate—oncethecakehasbeeneaten,it’snotmotivatinganymore—andthe
majorityofpublicemployeeshaveafairincome,sothere’snorealneedforabonus”.

Yet,PFPisoftenunsuccessfulbecauseof inadequateimplementation,e.g.lackof

sufficientfundingandaweakpay-performance relationship. Therefore,
managersare calledto implementa
PFPsystemonlyundercertaincircumstances.PFP can
successfullymotivatepublicemployeeswhoare lesslikelyto find their

workinteresting. Lowlevelemployeesofpublicadministrationoftenfindtheirjobnot
intrinsicallyrewarding,andin that casePFPcanaugmentextrinsicmotivationwithout
endangeringagreatamountofintrinsicmotivation.Thesetypesofjobsareusuallyalso
easiertomeasure,andthusapay-for-outcomemechanismcanbeestablished.

Tactic5: Establishpay-for-performanceonlyunderspecificcircumstances

Recognition

Recognitionpertainsto bothinformalandformalintangibleincentivesthatshow
appreciationandprovidepraise.Recognitionalwayshasa  positiveconnotationandit
acknowledgesgoodbehavioror actions.Recognitiongenerallycostsnothingandis
immenselymotivating,yetis underutilized.Forexample,
managerscanintersperseinformalrecognitionwhilemanagingby
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walkingaround.They canalsooffera
goodword,ashortwrittencommentonasubmittedpaper,acelebration toast,a
patontheback,orjustawarmhandshake.

Tactic6: Provideinformalrecognition,it costsnothing

Formal recognition also does not cost a lot, but it requires thought and
preparation. Taking the time and putting the thought into preparing the element
ofrecognition, is sometimes even more appreciated than the element itself.
Formal
recognitionmaybelettersofappreciation,trophies,orplaquesthatstatetheachieveme
nt.

Tactic7: Takethetimetoprepareformalrecognition

Therearetwosettingstoproviderecognition:person-to-personand person-to-
group.Thatis,managerscanchoosewhethertheywanttoacknowledgegoodbehavior
one-on-onewiththeemployee,or theywanttomaketheachievementpublic.Thelatter
formcanbedonebyusingtheinternalelectronicsystem,addressingthestaffplenum,or
by hangingaccomplishmentpostersonthedepartmentwalls.A publicrecognitioncan
motivatenotonlytheemployeeinquestion,butalsohis/hercolleaguesandsubordinate
S.

Tactic8: Usebothperson-to-personandperson-to-grouprecognition

Feelingvaluedisafundamentalemotionalneed.Employeesinallrankswantto
feelvalued,yetjuniorstaffmembersor  low-levelserviceprovidersespeciallylookfora
guidance andgoodword. Furthermore, recognizingoneemployee is not
mutually exclusivetorecognizinganother.Eachoneinhis/herowntimeandfashion.
Tactic9: Recognizeasmanyemployeesaspossibleatalllevels

Unlikerewarding,recognitionistimelessandshouldbeofferedthroughoutthe
year, in particularlyinformalrecognition. However,managersshouldnot
automatically
recognizeeverybehavior(especiallynotinaformalway),inordernottowearoutthe
effectivenessofthetoolandmakeitbetakenforgranted.

Tactic10: Recognizeallyearlonginappropriateintervals

Feedback
Feedbackisthewaymanagerscontinuouslyshapeemployeeperformance.When
done correctly, it motivates employeesandimprovestheiractions. However,
poorlycarriedoutitcanachieveadverseresultsandde-
motivateemployees.Thus,managers
shouldstructurefeedbackinawaythathelpstheemployeetoacceptthecomments.
Ratherthanusingcriticismandfocusingon negativeperformance,abetterstrategyisto
havethe attentionon devisingmethodsfor futureimprovements.
Tacticl1:Focusmoreonfutureperformancethanonpastmistakes
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Duetoitssensitivity,feedbackshouldnotbegivenoffhandedly,butratherafter
grantingaheedfulthoughttothepurpose/contentofthefeedbackaswellasthewayof
delivery.Whilestructuringa feedback,managersshouldthinkaboutat
leasttwoconcrete casesthatsupporteachof thearguments.Thiswill
preventresentmentandpromote acceptance ofthecriticism. During
thefeedbackemployeesshouldbegiventheopportunityto
reciprocateandself-diagnosetheir performance.
Moreover,managerscantremendouslybenefitiftheyallow360-degreesfeedback,i.e.
theylettheemployeeexpresshis/herownfeedbackoverthemanager’sperformance.
Tactic12:Bepreparedforthefeedbackandallowemployeestorespond

Timelyandpreciseerrorcorrectionisthekeyforimprovement,anditprevents
unsatisfactorypracticesfrombecomingroutineandfossilizing. Managersneedto
rememberthatthecompromisesoftodaywillbecomethenormsoftomorrow.

Tactic13: Monitorandcorrecterrorsonatimelybasis

Anemployee’sappraisalplaysa significantroleinhis/herfutureinthe
organization.Hence,itisimportantthatmanagersdocumentindetailsallthefeedbacks
theygivetotheirstaff. Thiscanservelaterasareferencepointinthenextreview.In
organizationsthatmanagersrotateoften,it becomesevenmorecrucialto havea
documentedreportonstaffperformance,sotoensurecontinuityanda swifttransition.
Tactic14:Documentallemployeefeedbacksandevaluations

Relatedness/Commitment

Relatedness/belongingness
feelingsincreaseorganizationalcommitment,which,
inturn,causeemployeestoundertakeactionsforthesakeof the
groupandorganization.Thus,publicsectormanagersshouldstriveto createa
distinctive“corporate”’identitytotheirteamswithwhichemployeescanidentify.Asa
firststep,toachievethisgoal,managersshouldcreateamissionstatementthatcanserve
astheirteammotto.Amission statementisapowerfultooltouniteemployees
andenhancetheirperformancebygivingthema commonfocus.
Tacticl5:Createamissionstatementthatunitestheteam

Next,managersshoulduseenergeticoremotionallanguagewithinclusiveterms
suchas“we” “us”,and“our”,whileattemptingtoinspiretheteamForexample,whentalk
ingabouttheoutcomesofthedepartment,itisbetterto
say“ourpaperreceivedgoodremarks” , thanthesamebutwith“my”.

Tactic16: Buildateamspiritbytalkingininclusiveterms

Furthermore,bothmanagersandemployeesshouldcommunicatetheir
uniqueness to therestoftheorganization. Occasional
successesmustserveasawindowofopportunitytobuildtheteam’sreputationas
an“elite”group,since“everybodywantsto belongtoandworkfortheelitegroup”.
Tacticl17: Establishareputationof an“elite”team
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Insidethegroupmanagersshouldincreaseemployees’opportunitiestomeetand
worktogether.Forexample,commonprojectscanbeassignedor
aseminarcanbejointly
attended.Bythesametoken,recurringstaffmeetingsallowpeerstoupdateeachother
andexchangeexperienceasateam.Havinglunchtogether,celebratingbirthdaysinthe
office,orhavingaone-daytriptogether,areallmeanstothesameend.

Tactic18: Createopportunitiesfortheteamtomeetandbond

Responsibility/Autonomy

Responsibilityandautonomyareamatteroftaste-someemployeeslikeitand
wish formore, othersmakeeffortstoavoidit. Thus,
managersmustlearntheiremployees’charactersbeforegivingthemmorefreedo
m.Youngemployees,whoareat
thebottomofthehierarchychain,areusuallyverymotivatedbyreceivingresponsibility.
Tactic19: Makesureanemployeereallydesiresresponsibilityandautonomy

When grantingresponsibility,managersshouldclearly
distinguishbetweentheir = roleandthe  roleof theemployee.In  general,itis
recommendedthatmanagersdefinethe task(the“what”todo),whereasemployeesare
freetocomeupwithan implementation plan (the “how” to do). Furthermore,
managers, who offered their employees
responsibility,shouldgetofftheirtailsandgivethemarealopportunitytodeliver.
Tactic20: Defineonlythe “what”todoandlettheemployeedecideonthe “how”

Inthelifeofanorganizationopportunitiestoconveyresponsibilityareaffluent. Yet,if
managersfindnone,theycancreatetheirownopportunities.
Tactic21:Createopportunitiestodelegateresponsibility

Achievement/Challenge/Goalsetting

Researchfirmlysuggeststhatgoal-settingis anextremelyeffectivetoolfor public
managerstomotivateandimprovetheperformanceofpublicemployees.

However,goal-settingishardlyimplementedinthepublicdomain,
duetoseveralreasons.First,publicsectoroftenhasaweaklinkbetweenperformance
and rewards, thus employees motivation to peruse the goals is diminished
(tactic 2 respondstothisproblem).Second,the
politicizedenvironmentinwhichadministrators operateis
vulnerabletoconstantgoalchanges.Andthird,employeessufferfrompolitical
proceduralconstraintsthatimpedetheir abilityto attainthe
target;nomatterwhateffort theyput.

Althoughallthesepointsaretrue,goal-settingremainstheleadingmotivational
theory.Hence,publicmanagersshouldaspiretoutilizegoal-settingtechniquesdespite
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the difficulties. One way to overcome the hurdles is to state goals in terms of
organizationalinput or output,ratherthanoutcomes,becauseof thecomplexityof
measuringachievementand proceduralconstraintsthat hindereffectiveness.For
example,ifthemajorityoftheworkisunplannedandreactive,thanagoalmaybe
reducingreactiontime.
Tactic22:Setgoalsintermsofinputoroutputwhenoutcomeisun-measurable

Whentasksaretoowideorcomplextoachieve,thenasetofintermediategoals
(e.g.milestonesintheproject)shouldbedefined.Moreover,itisbettertosetimplicit
goals,suchas do-your-best,thannothavinggoalsatall. Substitutegoalscanalsobe
exploringstrategiestoreachtheultimategoal.

Tactic23:Setting “soft”’goalsisbetterthannothavinggoalsatall

Growth
Careeradvancement

Along withcareerservices, managersshouldholdtimely,
structured, and thoroughinterviewswithemployeesto

understandtheirneedsandaspirations.Next,
managersshouldprovidecareeradviceandfitacareerplantotheemployee.
Tactic24: Holdtimelyinterviewswithemployeestodiscusscareeropportunities

I[tisalsothe taskofmanagersto providespecialopportunitiesforsubordinatesto
prepare forafuture position. That is,managers can allow people totake additional
training,allowsubordinatestorepresentthedivisioninmeetings,attendconferences,
and gain vital experience as well as self-confidence. @ Managers
canalsoprepareemployeesbyexposingthem
totheoverallpicture,i.e.subordinatescanbe introducedto other significant people
inside andoutsidethe organization, and
canbegivenassignmentswithvisibility.

Tactic25: Provideemployeeswithopportunitiestoprepareforfuturepositions

Careeropportunitiesin the
publicsectoraresometimesscarceorrigid;therefore,
intervieweescallmanagerstoseekwaystobreakthenormaladvancementframework.
Forexample,“managerscansendtheiremployeesforsecondmentinsideoroutsidethe
state” .Bythat,employeesgainnew viewsandinvaluableexperience,whichcanopenup
careerdoorsuponreturn.

Tactic26: Expandthebasketofcareeropportunitiesinacreativeway

Training

Trainingplaysa vitalroleinmotivatingemployeesandpreventingthemfrom
failing,duetoalackofabilities. Hence,managersshouldprovideemployeeswithas
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muchtrainingaspossibleinordertoincreasetheircompetenciesandchancesof doinga
successful job. Training canbeformali.e. ata class, or informal, i.e. on-the-job.
Informal training is probably the most important training employee can get and

it includesthesumof
experienceshe/sheundergoesatwork.Informaltrainingpertains
mainlytoobserving:watchinghowpeersperformatask,followingtheactionsof an

assignedmentor,andevencloselylookingatthedeedsoftheboss.Informaltrainingisals
otheresultofeveryprojectanemployeeperforms,thusitisimportanttohavealesson
learningprocessafteraccomplishingaproject.

Tactic27: Beawareofthepowerofinformaltrainingandfosterit

Whereasinformaltrainingusuallycostsnothing,formaltrainingcomeswitha
cost.First,itisthefeesemployersneedtopay;andsecond,itisthetimethatmanagers
losewhiletheiremployees(andmoreoftenthannot,itistheexcellingemployees)are
learning.Despitethesecosts,managersmustsendemployeestoformaltraining,as this
is theironlychancetolearnandbringnewideasbacktothedepartment.

Tactic28: Sendemployeestoformaltrainingdespitethecosts

Finally,trainingdoesnot alwayshaveto be directlyrelatedto work.It canalsobe
relatedtopersonalempowermentorjustprovidesomeescapetimefromtheday-to-day
routine.

Tactic29: Providetrainingasanempowermentandrefreshingtool

Interestingqwork

What a person finds interesting is very subjective, thus before assigning
employeestotasks,managersshouldfindoutwhatinterestseachoftheirsubordinates
andtryandmakeamatch.

Tactic30: Aspiretomakeamatchbetweenemployees’interestsandthework

Sometimesitisclearwhataninterestingtaskis,e.g. dealingwitha hottopicthat
occupiesthemediaor politiciansminds.Inthiscase,anintervieweesuggestedthat
“managersshouldgivethehottopicsto thoseemployeestheywantto motivate”.Though,
managersmusttakecautiontooverall distribute“good”projectsasequalas possiblein
ordernottocreatedemotivation.

Tactic31:Use“hot”projectstomotivateemployees

Anotherwaytomakethejob interestingis bydiversityandframeworkbreaking.
Forexample,junioremployeesworkonbitsandpiecesof abig puzzletheynevergetto
see.Therefore,managerscanmotivatethembylettingthemseethetopofthepyramid
andbyhaving thempresent theirwork tosenior management. Thisfosters
alsotheparticipationfactor.Jobrotationeveryfewyearscanalsomakeworkmoreinter
esting and
keepemployeesagile.Rotationpromotestrainingand careerdevelopmentaswell.
Tactic32: Diversifyemployees’work,e.g.byparticipationandrotation
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Importantwork

Public employees do not have a difficulty to see the importance of their
organizationanditsimpactonsociety.Yet,theydohaveoccasionallyaproblemtofind
thecongruencebetweenthe organizationalgoalandtheir own immediatework.The
solutionis toprovidea
convincingrationaleforthetaskwithalinkagetothegreatergoal.Therefore,managerss
houldcommunicatetotheiremployeeshow the work they are doing influences and
contributes to the end result. This canbeachievedby updatingemployeesoverthe
outcomesof
meetingsmanagershadoutsideofthedepartment”. Anotherwayistoshowhowwhat
startedinthedepartmentreachedtothetoplevel.

Tactic33: Communicateemployeestheimpactoftheirwork

Furthermore,employeesinterpretinterestasimportant.Thatis, if themedia,

politicians,or youasamanagerareinterestedinacertaintopic,itmeansthattopicis
important.Hence,managersshouldalwaysshowinterestintheworkof all  oftheir
employees.Whenpossible,theyshouldinvolvethemediatocovertheactionsof the

department.Thiscanbe  goodbothforoutsidepublicrelationsandinsidemotivation.
Peopleliketoreadgoodarticlesabouttheirworkplace.
Tactic34: Showemployeestheamountofinteresttheirworkreceives

Participation

Participation in decision making strengthens employees’ commitment

to decisions,aswellastheirsenseoffairnessintheprocess.
Participationservesnotonlyasamotivatorbutalsoasatrainingtool,whichprepares
employees forfutureleadershiptasks. Therefore,

managersareurgedtoinvolveemployeesintheirdecisionmakingprocess.
Tactic35:involveemployeesinyourdecisionmakingprocesses

Furthermore,employeeparticipationdoes not underminethe
decisionmaker’s perceived wisdomorauthority. We all need an advice from
time to time and a

participativeapproachmaybringinnewinsightsandideas.Managersshouldtakeon
goodadvicesandacknowledgetheirappreciationforthevaluedcontribution.
Tactic36: Takeongoodsuggestionsandshowappreciationforthecontribution

Interpersonalrelationships

Showingcourtesytoandinterestin all employees(regardlessof
hierarchy)means  theirbasichumanityis appreciatedand valued.Hence,itis
recommendedthatmanagersadopta person-orientatedleadershipstyleand
demonstratea positiveregardfor otherstothe

greatestdegreepossible.Showingcourtesyincludes,but
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notlimitedto,agoodmorningsmile,useofproperlanguage,andrespect.Showing
interestconcernstalkingtoemployeesonsubjectsthatarebeyondthejob,e.g.news,
sport,oranemployee’slatestvacation.

Tactic37: Showcourtesytoandinterestinallemployees

Managers should also be attuned to the workplace climate and be able to

proactivelyintervenewhen necessary. Havingan“open-
door’approach(betterliterallythanby appointment)“significantlyassistsin
understandingemployeesand graspingthe

atmosphereinthedepartment”.Invitingemployeesforone-on-onelunchalsosupports
thiseffort,aswellasboostsemployee’sself-appreciationandaffectivefeelingstoward
theorganization.

Tactic38: Beattunedtotheworkplaceclimateandintervenewhennecessary

Workingenvironment

Whetherworkingenvironmentisplainlyasatisfieroranactivemotivatorisstill
tobedecided.Whatis sure,though,isthatthereisnousetryingtomotivatehigh
performance,whileemployeesarefrustratedbynothavingtherightqualityandamount
] of equipmenttheyneedfortheirwork.Thus,managersshouldmake
suretheirstaffhastheadequatespace,tools,ITsystems,andmaterialstheyneedforthe;j
ob.Itisespeciallytruewhenitcomestonewrecruits,whoreceivetheirfirstimpression of
theworkplacefrom thestatusof theworkingenvironment.Managersarethenurgedto
prepareinadvancealltheequipmenta newemployeesneeds(e.g.a desktopanda
chair).
Managersshouldalsoholdahealthy(physicallyandmentally)workingenvironment.
Tactic39: Maintainanequippedandhealthyworkingenvironment

Fairness

Managercannotsatisfyeverybodyallthe time,but theycan befairallthetimeby
applyingrulesandpoliciesconsistently.Naturally,fromtimetotimethereisaneedto
makean exception.Assumingmanagerscannotkeepexceptionsquiet,they needto
communicate,withoutgoingintodetails,thatfairnesswaskeptdespitetheexception.
Tactic40: Applyrulesandpoliciesconsistently

Transparencyalsonurturesfairness,asemployeesareawareoftherules/criteria
andcanbetterunderstandwhatisbehindmanagerialdecisions.
Tactic41: Haveatransparentpolicyanddecisionmakingsystem

Employeescannotbefooledbycheaptricks. Managersmustbe frankevenif they
have badnewsfortheemployee.Employees
appreciatehonestmanagersmorethanones that fool
themaround.Managersalsoneedto
showempathytoallemployeesandletthemknowthattheyunderstandtheirneedseven
if theycannotmeetthem.
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Tactic42: Beauthenticwithyouremployees

Work-Life-Balance

Managers are recommended tolistento subordinates’ personal problems
that affecttheirwork,andtakethe timetocounselthem.Managersshouldnot become
therapists,butformostroutineissuesafriendlyearandawarmencouragement,
areenough.

Tactic43: Takethetimetolistentoemployees’personalproblems

Managersshouldalsostrivetofindwaystoassisttheiremployeestocombine
workandahealthyfamilylife.Inthatsense,itisrecommendedtointroduceprograms
suchasjobsharing(i.e.splittingpositions),teleworking,andflexi-time.

Tactic44: Offeraworkingarrangementthatsupports Work-Life-Balance

Moreover,managersare urgedto shifttheirfocusfromemployees’inputto their
output.Thetimeanemployeeleavestheofficeisirrelevant;
whatisimportantishis/herachievementduringtheday.

Tactic45: Measureemployeeperformancebyfocusingontheiroutput

Finally,
managersshouldpreventtheirstafffromburningout. Therefore,
managersneedtounderstandthattheycannotexpectfullcapacityperformanceallthe
time.Moreover,managersshouldtaketheinitiativeandsendemployeeshometorest
whentheyarenolongerproductive(e.g.afteralongdayorwhenfeelingill).

Tactic46: Forceyourstafftotakeproperbreaksandrest

Plateauedemployees

Motivatingplateauedemployeesis oneofthemajorchallengesapublicmanager
faces.Theproblemwithplateauedemployeesisthatnotonlytheystoptobeproductive
andactivelydisengage;theymayalsospreaddemotivationin the
departmentand“infect”
otheremployees.Thus,managersshouldnotoverlookplateauedemployeesandattemp
ttoencouragethembyusingacombinationoftheabovetactics.

Firstof all,managersshouldshowauthenticinterestin
theemployee,discussthe situationwith him/her,andtrytofinda realsolutionforthe
matter,whileignoringpast history.

Second,managerscancompensateforthelackof a careerperspectivebyoffering
othersatisfyingalternatives,suchasinterestingjobsaccordingto theemployee’s
preference,moreresponsibilitiesoversub-teamsor projects,participationincreasein
decisionmaking,anopportunityforrotation,orevenreductionofworkinghours.

Eachcombinationofthetacticscanbeappliedaccordingto theneeds of the
individualemployeeandthemotivationalstrategythemanagerchoosestopursue.
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Factors that hampers motivational efforts in Government

Motivatingpublicemployeesis easiersaidthandone.Thereareat least
threemajorfactorsthatcanhampermotivationalefforts.

First,publicsectoremployeeshave areputation forbeing lazyand lethargic.
The public managers have a tough starting point — their window of opportunity
to motivatetheemployeeis quitenarrowandislimitedtorelativelyshortworkinghours.

Second,publicmanagersoftencomplaintheydonothavethenecessarytoolsto
motivatetheirstaff. Ontheonehand,theysay,theydonothavea
stick,sinceitisimpossibletofireanyonefromthepublicservice. Andontheother,they
donothaveacarrottooffer,assubstantialfinancialrewardsarenotallowed.

Third,publicsectororganizationsareveryhierarchicalin

nature,bothinstructure andinculture.Theresultisfrustratedfront-
lineemployeeswhorarelygetto seethe outcomesof theirwork,whichservestop
levelmanagementand highpoliticalechelons.

Moreover,hierarchicalorganizationsfostera
patronizingmanagementapproachinwhich
theworkeriscoerced,ratherthanpersuadedto work.
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Available studies on motivation in Government in Pakistan

A study was conducted in Pakistan on the impact of tax administration reforms
on employees of the Federal Board of Revenue (FBR). The F BR is the agency
responsible for the entire taxation system under the Federal Government with
about 23000 employees, having geographical spread throughout the country for
administering income tax, customs duty , sales tax and federal excise all
inherited from the colonial era. There aretwo major groups of employees i.e.
Custom and Central Excise groups (CEG) and income tax groups (ITG). Most of
the employees worked in the shabbiest working conditions with limited pay
within the prevalent boundsof the Government rules, being insufficient for honest
living. On the other hand huge and discretionary powers of the tax collector acted
as acatalyst to wide spread tax avoidance and evasion. Huge funds were allotted
for training and development but in the absence of policy persistence and
continuity it did not materialize. The motivators used in this research were
provision of fair wage, provision of pay incentives, two way communication
during change, cooperation in the working environment, opportunity for
hierarchical advancement/ verticalpromotion, job security, working condition,
opportunities to advance the field of employees expertise, need for creativework,
need for esteem and reputation, recognition for work, need for competence
opportunity to takeresponsibility and personal security at work.

The Questionnnaires used in the study were as under:

QUESTIONNAIRE

Five-Likertsscalequestionnairehasbeendevelopedto get themostrealisticanswers.Detailisgivenbelow.
1 = StronglyDisagree 2 = Disagree 3 =Neutral 4 = Agree 5 =StronglyAgree

ProvisionofFairWage

M; Inrelationto theeffortldevoteto mywork,myposition,mypriorworkingexperienceandeducational 1 2 3 4 5
background,therelevantwagesinthe privatesectorandthe economicsituationofthe country,
Iconsiderto haveafair wage.

ProvisionofPaylIncentives
M, FBRfollowsperformancerelated payschemes. 1 2 3 4 5

CommunicationandCooperationin the WorkingEnvironment

M, Myseniorofficersmakeanypossibleeffortto createacollaborativeworkenvironment,tobuild 1 2 3 4 5
relationshipsoftrustandmutualunderstandingamongemployees,to relyon openandhonest
communicationand to shareknowledgeandinformationin alldirections.

OpportunityforHierarchical Advancement

SECURITYOFJOBATTHEWORKPLACE

Ms The normin FBRis thatemploymentis protected. 1 2 3 4 5
WorkingConditions
Ms The seniorofficerscareaboutthehealthandsafetyofemployees. Theyprovideadequateandup to date 1 2 3 4 5

ITsupportandinfrastructure. Theyalsorespecttheindividualcharacteristicsofemployees’personality
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andencouragetheirdevelopment.

OpportunitiestoAdvancetheFieldofEmployees’Expertise

M; Myemploymentrequiresdifferentspecializedskillsandlobtain ongoingfeedback 1 2 3 4
indicatingsuccessin theiraccomplishment.

Needfor CreativeWork

M, Myjob is creativeand producessomethingmeaningful. 1 2 3 4

NeedforEsteemand Reputation

M, Myemploymentprovidesmetheopportunityto“makea difference”tosociety. 1 2 3 4
Recognitionfor Work
Mo Workevaluationis basedon explicitperformancecriteria.Performanceevaluationformsincludethe roles 1 2 3 4

andresponsibilitiesof employees,the extentof achievementto pre-determinedtargetsandthequalityoffinal
deliverables.Evaluationsarefairandconstructive.Goodevaluationhasapositiveimpact
oncareeradvancementand/orpay raiseofemployees.

Needfor Competence

M, FBRencouragestheparticipationofemployeesin seminars,workshopsandconferences. 1 2 3 4

OpportunitytoTakeResponsibilities

My, FBR providesemployeesthe freedomin decidinghow tocarryout theirworkandencourages 1 2 3 4
themto takeinitiatives.

PersonalSecurityatWorkPlace

M, FBRhastakenappropriatemeasuresto ensureofficesecurityunderthecurrentcircumstancesin the country 1 2 3 4

ParticipatoryDecisionMakingDuringChangeProcess

M14 FBR involvedits employeesandgaveweightageto theirinput,duringthedecisionmaking 1 2 3 4
&implementingprocessoftheTARP

Personallnformation:
GENDER (Pleasetickyourage group)

[ Imale [ Female

EDUCATION(Pleasetickyoureducationgroup)

[ IMatriculation [ Intermediate Graduation [__|
|:|Masters DiplomawithMetric/lnter Others |:|

TOTALYEARSOFSERVICE(Pleasetickyourexperiencegroup)

1-5 6-9 10-15 16-21 Others

L] L]

TOTALYEARSOFEXPERIENCEWITHTHISORGANIZATION (PleasetickyourExperiencegroup)

1-5 6-10 11-15 16-21 Others
Date Designation Department
Annexure-II

The UnstructuredQuestionnaireusedduringInterviewwithimportant/seniorofficersinvolvedin theT ARPPlanningandIimplementation
Q.No.1. Towhat extent, inyourview, TARPhas metits targets?

Q.No.2 Towhatextentdo youthinkthevariousFBR’sWingshaveperformedduringTARPProgramasper theirplans? Q.No.3



Q.No.4

Q.No.5

Q.No.6

Keepingin

WhichWingandto whatextenthasperformedthebest?Why?
WhichWingandtowhatextenthasperformedthe worst?Why?

DoyouthinkCBR(now FBR)neededreforms?Howdifferentlyyou thinkthesereformsshouldhavebeen?Pleasesupport
youranswerwithcogentreasons?

Whatdo youthinkabouttheprofessionalism,competenceandeffectivenessofFBR’sReformsteam,?Q.No.7

view Pakistan’sTax  Culturewhatdo you thinkaboutvalidityof theFBR’sreformsplans? Q.No.8

Doyouthinkthestatedandintendedobjectivesof TARPweresame?Howandwhy?

Q.No.9

Q.No.10

Q.No.12

InwhatwayFBR’semployeeshave beenaffectedbythesereforms?

Whatare thosereformsthatyou wishshouldhavebeenincludedin TARPformakingit moreeffective? Q.No.11
Whatdoyousayaboutthefutureof FBR’sreforms?

Whatdo you thinkabouttheemployees’state ofmotivationtowardswork? Q.No.13

Whatdoyouthink aboutthe employees’stateofJobsatisfaction?
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rogramasper theirplans? Q.No.3 WhichWingandto
whatextenthasperformedthebest?Why?

Q.No.4
WhichWingandtowhatextenthasperf
ormedthe worst?Why?

Q.No.5 DoyouthinkCBR(now
FBR)neededreforms?Howdifferentlyyou
thinkthesereformsshouldhavebeen?Pleasesupport
youranswerwithcogentreasons?

Q.No.6 Whatdo
youthinkabouttheprofessionalism,competenceandeffec
tivenessofFBR’sReformsteam,?Q.No.7 Keepingin
view Pakistan’sTax Culturewhatdo you
thinkaboutvalidityof theFBR’sreformsplans? Q.No.8
Doyouthinkthestatedandintendedobjectivesof
TARPweresame?Howandwhy?

Q.No.9
InwhatwayFBR’semployeeshave
beenaffectedbythesereforms?

Q.No.10  Whatare thosereformsthatyou
wishshouldhavebeenincludedin TARPformakingit
moreeffective? Q.No.11

Whatdoyousayaboutthefutureof FBR’sreforms?
Q.No.12 Whatdo you

thinkabouttheemployees’state
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ofmotivationtowardswork? Q.No.13
Whatdoyouthinkaboutthe

employees’stateofJobsatisfaction?

The study pointed out that there were intra-
gendersignificantdifferences onallmotivatorsexceptM4,M5, Mo

andM13.These motivators’'meansinfer thatmalesare  moretowards
agreementthanfemaleson cooperationin theworking environment (M4)
and need for creative work (M9) whereasreverseistheperceptionof

femalesasagainst males on opportunity for hierarchical
advancement/verticalpromotion(M5)andOpportunityto take

responsibility(M13).

On the remaining08motivatorsthere are
significantdifferencesbetweenthe perceptionsof malesandfemales.
Itcanbesafelyinferred thatthere existsvaryingeffectofTax reforms
onthemotivationallevels of
malesandfemales.Thecomparisonofmeansindicates
thatexceptJobSecurity(Mg)themeansof males’ perceptionsare
higherthanfemale,reflectingtherebythat theeffectofTax reforms

isrelativelymorepositiveonmales thanfemales.

The study also indicated that there were substantial differences in
perception of employees of different employment group for instance.
Thecomparisonof ITGand CEGreflectsthatexcept oncooperationin the

workingenvironment(M4), opportunityfor
hierarchicaladvancement/vertical promotion(M5),needfor
creativework(M9)and  opportunityto takeresponsibilities(M13)thereis
significantdifferenceintheperceptionoftheemployees of

thesetwoservicegroups.The statics already exhibited that the overall
impact of Tax reforms on the multi- segmented employees of FBR may
not be termed as positive and as aresult it can be safely concluded that
the employee’s motivational level could not be raised through bringing
these tax reform.

Therefore it can be seen that motivational impact /gains
consequent upon Tax reforms is a complex phenomenon which requires
more detailed understanding of the functioning of the tax department.
Further to have a successful motivational strategy as an offshoot of tax
reforms the inherent strengths and weakness in such tax administration
department. The said study also has pointer to Indian context in a way
since 1991, tax reforms has been initiated both in direct and indirect tax
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collection in India. While the reforms are necessitated to integrate the
Indian economy globally to propel growth of Indian economy, a suitable
formal and informal as well as explicit and implicit motivational tools
needs incorporated in tax administration for successful implementation
of these tax reforms to see visible / tangible effect.
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Lessons Learnt and Recommendations

1. Reward

The reward scheme to be meaningful should be positively relevant.
The unrewarded employees do feel de-motivated and hence reward
should be closely tied to behavior and performance. As of now it is
heavily biased towards the enforcement operations of the department,
thereby the staff not posted in such wings is not considered for reward
although the task performed by them may be reward worthy. Thus the
reward scheme should cover officers posted at field level as well as others
like posted in the office of audit, legal, judicial cell of the head quarters
as well as at the offices of departmental representatives who are tasked
with the important job of defending the department at various appellate
levels. Moreover the reward criteria should reflect the goals of
organization.

2. Recognition:

Recognition doesn’t cost anything yet can be highly motivated.
Nevertheless, recognition, as a tool of motivation is highly underutilized.
For example senior officers can use informal recognition as a tool for
motivating the staff working with them. At times they can offer a good
word, a written comment, a pat on the back, of just a warm handshake
publically just to recognize a task well done. However such recognition
should be fair and objective as well as in-discriminately. Recognition has
to be a continuous process at feedback should be used as a tool to
continuously monitor performance. There should also be an inbuilt
mechanism to self diagnose and an opportunity to the employees to give
critical feedback.

3. Improvement of Working Environment;

The organization should pay greater emphasis to physical
infrastructure and surroundings of the workplace. Similar to study in
Pakistan, most of the employees of the tax administration department
are working in shabbiest working conditions. Many times basic
requirements like working computer station with internet connectivity,
stationary etc. are not readily made available to the staff posted at
cutting edge. A comprehensive review of the physical infrastructure and
improvement thereof will drastically boost the motivation at all levels.

4. Improvement of career progression

As of now it has been seen that presently the Indirect Tax
administration in India suffers from massive vacancies in all levels and
at the same time promotional avenues of the officers especially at the
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lower rung of the administration being blocked on account of various
inter cadre litigations at various levels. This is a major cause of
heartburn and dissatisfactions amongst the staff who feels to be
wronged someway or other. A comprehensive review of all pending
litigations in this regard and one time settlement of all such litigations
may pave a way for early redressal of all the grievances will definitely lead
in improvement of career progression which will drastically boost the
motivation at all levels. It should also be the endeavor of the organization
to provide employees with opportunity to prepare for future position and
to expand the scope for their career advancement in accretive way.

5. Introduction of more innovation based scheme for staff
welfare;

As of now very few staff welfare schemes has been formulated in
department like welfare scheme in respect staff who died while in service
in the form of compassionate appointments as well as monetary
assistance and scholarships to the sons/daughter of the employees.
However there exists much more scope to introduce innovative schemes
having theme of staff welfare which will go long way in motivating the
employees.

6. Training

Both formal and informal training needs to be provided to all the
staff at all levels making them ready to take new challenges /
assignments readily. Only after such skill and capacity built up such
staff can be motivated to perform as anyone without requisite training
will try to shirk away from performance. NACEN can play a major role in
same and modules can be designed by NACEN on job or informal
training at various levels.

Timely promotion should be made possible to given an impetus to the
staff to work with zeal. Proper career planning is highly necessary to
avoid dis-satisfaction of employees due to lack of promotional prospects).
Maintenance of APARs of individual officers is a pre-requisite for
promotions. For this purpose it is proposed that the entire process for
writing of APARs should be made online to remove human intervention
and unnecessary delays. 360 degree writing APARs should be introduced
for officers at all levels.

Transfer policy shall be transparent, uniform and implemented strictly.
The History of Postings (HOP), a reference point for transfers, of Group A
officers is currently available and maintained on the CBEC website.
HOPs of other officers in Group B and C should also be made available
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online in order to bring in transparency. AGT should be based on the
history of posting.

Sufficient infrastructure to be provided. Considering the large scale
exercise of Cadre Restructuring currently underway, immediate
acquisition of buildings and/or norms can be made after taking stock of
the present availability and future requirement. One-time relaxation of
norms for the purpose of acquisition can be made to facilitate and
expedite the process.

Disposal of all vigilance and disciplinary cases in a time-bound manner
to be implemented strictly.Procedure for this to be laid down in a manner
analogous to writing of APARs. In case procedure is not completed in a
prescribed time frame, reasons for the same to be recorded in writing.
Appropriate system for monitoring and disposal to be put in place.

Some monitory benefits/additional facility should be given for officers
who are presented with the Presidential Award. Selection process for
Presidential Awards should be more transparent by laying down norms
and inclusion of independent persons outside the department.

One more award should be introduced below the rank of presidential
award to include more number of officers eligible for award.

Subject wise presentations and videos of lectures of important
faculties/topics can be uploaded on the website. Weekly two hours in the
office should be earmarked for viewing the training material uploaded in
the website by NACEN. Video conferencing class also to implement and
connect all RTI.

MCTP like training to be given to group B and C officers also. Selection of
the officers can be based on APAR grading or some other specified
criteria.

Meditation or yoga classes should be organized on a regular basis for all
officers in all the field formations mandatorily.

Timely and early payment of all allowances and dues of the staff should
be strictly enforced.

Hospital facilities with all the options i.e. allopathy, ayurvadic, yunani
etc. at affordable rates to all staff & family needs to be implemented.
More hospitals from private sector should be selected from all over the
country (at least two to three in each district) for empanelment. The
present system under the CGHS is available only in selected cities.
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Leave Travel Concession for trips to foreign countries at least once in ten
years will add to change in outlook of the staff and also motivate them.
Ceiling limit of certain amount can be prescribed.

Many of the seizures and detections are effected due to desire of the
employees to achieve rewards and fame. If disbursal of rewards is not
made in a timely manner it can result in de-motivation. Therefore,
disbursal of rewards must be made in a time-bound manner.

Rewards should be disbursed without fear or bias as it will serve as an
incentive in making more seizures / detections. Ceiling limit needs to be
revised. It is also proposed that rewards should give up to the level of
Joint/ Additional Commissioner.

Officers posted in border areas should be suitably compensated. They
can be given additional hardship/risk allowance as is presently being
given to Police and para-military organizations.

Group ‘A’ officers should be provided with the facilities such as ‘Camp
Office’ as is provided to their counterparts in All India Services to
facilitate working from home. All the facilities required in an office can be
provided like computers, AC, furniture etc and introduce flexi-timings.

Interest free loan to purchase vehicles along with a monthly maintenance
allowance can be provided.

Créche facilities to be made mandatory in all CommissionerateHqrs. and
facilities made available to children of male officers also

Compassionate appointment should not be discretionary. All persons
satisfying the eligibility criteria should be given benefit of the same.

GPF account to be maintained centrally.

Up to 5 % of promotions should be given based on potential and
performance of the officer in all cadres. Based on APAR separate ranking
should be given for this purpose. This scheme of accelerated promotions
is already exists in Singapore and South Korea.

Ensuring early processing of retirement benefits.

Strict implementation of cut-off date for Annual General Transfers so as
to ensure that academic schedule of children of officers is not affected
adversely.

Office automation should include online submission/ sanction of CL and
EL.
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Conclusion

The public sector faces these days an unprecedented challenge,
which can be overcome only by the work of highly motivated and
productive employees who get “more for less”. Yet, there is a common
belief that public managers do not have means to stimulate their
employees, due to rigid civil-service laws.We are of the opinion that even
in a government set up motivation is possible by way of multiple and
diverse tactics as delineated above to motivate public sector employees.
A judicious mix of various tactics can raise the level of motivation and
have a consequential impact on organizational performance. These
tactics, will, however, have to be suitably calibrated to the needs of the
situation and the overall limitations of the public sector context.

Moreover, motivationisanindividualphenomenon,thusa one-size-
fits-allapproachto employeemotivationdoesnotwork,and thereis
norecipeformotivation. However,one canillustratethemotivationalfactorsas
ingredientsandthetacticsaspreparation instructions.

Theimplementationofthetacticsthatareadvocatedhereisnoteasy.ltreq
uires courageousand vigorousmanagers,whoarewillingto tacklethe
challengeof motivation andbehonestandopenwiththeiremployees.Yet,if
publicmanagersdochoosetotake actionand absorbthe
proposedmotivationaltactics,insteadof whiningaboutbeing
helpless,thereisa
goodchancethatpublicadministrationperformancewillimprove
dramatically.
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